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31 October 1974

MEMOCRANDUM FOR THE RECORD

SUBJECT : Conversation with William Barnds,
Murphy Commission, on 10 October
1974, at 1615 Hours

1. Bill Barnds arrived late and tired for his conversation
regarding the USIB/IRAC structure. Consequently the discussion
was brief (20 minutes) and quite general in nature., We went over
the list of USIB and IRAC subordinate committees and touched on
the requirements problem and the DCl's desires to improve the
mechanism relating requirements to resources, to the final intelli-
gence product. I commented on a number of changes which have
taken place, or weras in train, regarding the HSC, the Watch
Committee, the Security Committee, and the SIC. We discussed
briefly the tasking procedures for USIB Committees.

Z. When Bill left he said that he might wish to come back and
get a bit more detail on some of the subjacts which had been

discussed, ‘
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22 October 1974

MEMORANDUM OF CONVERSATION

FARTICIPANTS: William E. Colby, Director of Central Intelligence
William J. Barnds, Murphy Commission
| [C Staff

DATE: October 21, 1974

1. Mr. Colby and Mr. Barnds met for approximately
40 minutes and discussed four general topics (itemized below)
introduced by Mr. Barnds. The atmosphere was cordial and

~ relaxed. Mr. Barnds did not take notes.

2. Guidance and Feedback: Mr. Barnds asked whether
Mr. Colby felt policymakers were sufficiently responsive in pro-
viding guidance and reactions. Mr. Colby remarked that in the
real world policymakers are extremely busy and do not have time
to sit down and produce report cards for the intelligence community.
He said that the consumer is used to a high standard of quality
and doesn't feel the need to comment on what is regarded as a
satisfactory norm. He pointed out that Secretary Kissinger called
for intelligence briefings at all major policy meetings. On the
subject of formal guidance, the Director outlined the KIQ/KEP process
and said that the main effort is to get policymakers to sign off on
the KIQs so that they will think about the issues and so that the
DCI can establish a baseline for how well the intelligence community
is responding to these questions. The Director also discussed the
NSCIC and his hope that this mechanism will be increasingly active.
He noted that consumer influence is 1ikely to come largely from
informal channels, particularly through himself and the NIO
mechanism. Mr. Colby said he believes that cross-channel communication
is improving as the essentially vertical hierarchies of the intelligence
community learn to talk to one another. He pointed out that the NIO
system is not a command channel. It reflects the DCI's effort to
tel1 program managers what is important not how to manage their
separate organizations.

3. Economic Intelligence: Mr. Barnds outlined the problems
of establishing the boundaries of what should be collected in this
field, who should analyze it, and how non-USIB agencies tap into the
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system. Mr. Colby pointed out the difficulties confronted by
intelligence organizations which have information that would be
valuable to US business and the national economy, but which cannot
favor one US business over another. He remarked that this is a
dilemma that he has yet to solve. Mr. Colby explained that
non-USIB agencies can task the intelligence community directly or
through the Requirements Advisory Board. He said that a major
problem is that every agency has its own economic shop and that
there is no central point to bring the research and analysis
together. He said that the NIO for economics is working on this
issue.

4. Organization of the CIA for Clandestine Activities:
Mr. Barnds said that clandestine activity is based on the assumption
that secrecy can be maintained, which may no longer be a safe
assumption, particularly with the divergence of views--both public
~and in government--on US foreign policy activites. He pointed out
that clandestine activity, particularly covert action, is going
to be a highly controversial matter for some time and that the
Commission will be paying particular attention tothis issue. He
indicated that he understood the impracticability of attempting
to set up two competing DDOs that would focus respectively on
clandestine intelligence gathering and on covert action. He asked
whether it might not be practical, however, to separate certain
deep cover covert action efforts. :

, Mr. Colby responded by pointing out that the trend in

the Agency is in the opposite direction, and that the experience

of the Bay of Pigs has taught us that it is important to have senior
analytical officers review proposed covert action plans before they
are submitted to the Forty Committee. He said that efforts to
separate portions of the DDO have proved unworkable in the past and
moreover would sacrifice the valuable interrelationship that officers
in the field must have if operations are to succeed at all. Mr. Colby
also noted that cover arrangements remain a problem, but are really
more a problem in the US than overseas where foreigners don't much
care since they view all US officials as reporters for the USG.

The Director outlined the normal working of an overseas station

and emphasized that it would not be possible for a station to separate
its functions into categories such as liaison or recruitment. ATl
officers should be able to do all tasks, and flaps do not result

when their work is done well. He said that professionalism is
increasing and that this is the best safeguard the community has

for its intelligence operations. The Director also discussed attempts
to misuse the Agency and his belief that any improper requests would

2
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meet with complete employee rejection, which he applauded. He
brought up his Sources and Methods legislative package and
explained the need for such a program, particularly following the
Agee and Marchetti cases. Mr. Colby reviewed the types of briefing
he provides for Congress and said that while he does not volunteer
the names of sources, he would give any information requested by
the Agency oversight committees.

5. Management Responsibilities: Mr. Barnds and Mr. Colby
briefly discussed the DCI's budget review of other agencies'
intelligence programs. Mr. Colby said he could identify questions
and make recommendations on budget questions, but could not force
other agencies to follow his guidance. Mr, Barnds asked what areas
of the community seem to be weakest, and Mr. Colby responded that
inequalities in personnel grade levels have adversely affected sobd ATINTL

~ agencies.
Coordination Staff/Secretariat
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HEMORANIUH OF CONVERSATION
PARTICIPAHTS: Mr. Edward Proctor, Deputy Director for

Intelligence
r—ﬂz;_Hilligg_§§ggggi_%nrphy Copmission Staffl
Intelligence Comaunitvy
Stafr
DATE : 10 September 1974

l. #r. Proctor and Hr. Barnds discussed & nunber of
1ssues concerning the production of finished intelligence
and its general relevance to the policymaker. ¥Mr. Barnds
asked Hr. Proctor's views on the genaral trends within the
DD in recent years, and My, Proctor noted that much more
emphasis 18 novw placed on ensuring that we know for whon we
are writing and why. This involves trying to maintain as
much feedback from the gonsumesr as possible, particularly on
non-routine produstion. ¥r. Proctor ewphasiszed that responsive-
ness $O key consumers was 2 eritical concern in the opl.
They als0 digcussed finished intelligence reporting frem
other agoncies, particularly the role of DIA in serving the
Jes and the varioua services.

2. My, Progtor and Hr. Barnds reviewed the new exphasis
on economle reporting and +he sensitivity of intelligence
information elther on or of value to multl-national ecorpora—

tions and US businesses abroad. ¥r. Proctor described what
48 being dons in this field both by the Agency and by other

concerned Government egencies, and he sald that economic
intelligence is likely 20 remain a high-priority item.

3, Wr. Barnds suggested that the Comnission 1s 1ikely
sgain to take up the old notion of splitting the DDO away
from the producing offices. Hr. Proctor said that as far as
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L¢ was conserned that was golng in precisely the wrong
gireetion and that instead attention ought to be fogused on
developing cleser relations between producers and clandestine
collectors, particularly in sone areas of political reporting.

&, Hr. Barnds and ¥r. Proctar talked about the role
of the Director of Central Intelligence in leading both the
Agsucy and the Community. Mr. Barnds asked about the
extent of gontact between the intelligence producing offices
and variocus military services, They also discussed the U3IB
Committeen, and ¥Wr. Proctor indiceted that the military
representation on those committees has proved valusbie over
the years. Hr. Proctor explained briefly the new HIO systenm
ang the relationship between the XI0s and the DDI.

Sa In closing, ¥r. Proetor pointed out that he felt
that the organization of the Intelligence Community or any
of the Agency's components was really far lesp important
than the motivation of the people in the system, Jdood

pecple would produce good work no matter what the organization,.

and 1t is only to be hoped that the organizational system
does not hanper thelir efforts.

b Hr, Barnds 4id not take notes during the meeting,
which was very general in nature and more philosophisal than
substantive. He did not get into matters that were beyond
the charter of the Commission.

Soordination Btslf/Sseretariat
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INTelLIGENCE AND POLICYLAKILG IH AN INGTRITUTICMAL CORDEXT

William J. Barnds

—_—

I. The Raw Material of Intellicence Froduction

4. The methods of colluction and the importance of different
sources of informstion relative to different areasz and issues

- Oven muterial in the public domain
. Official reporting
. Clandesgtine roportinzg

Communications intelligence (COMIET :  oex
De Llectronic intellicence (RFINT, & RADINT)

7+ TINOTOZTaphic intelligance

N

~
el
L
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B. The potential and limitations of each type

IX. The Structure and Output of the Froduction Units

A. The processing and transpission of the information collected

: to analysts and to policymskers :

B. The organization of the intelligence conmunity for production
of finished intelligence

1. CIA~-the Directorate of Intelligerce
-~the Directoratec of Science & Technology
—--the National Intellipence Officers
2. State--the Bureau of Intelligence Research (IKR)
. Defense~~the Dofenge Intelligence icency (DIA)
-—the National Security Agency (NiA)
~~the intelligence arms of the military services
4. ABC, ¥BI, and Dreasury

(This section will include comments on theirp resconsibilies
and functions, publications, aud stren=zths and veaknesses)

ITI. The Role of Intellisence in the Policymaking Frocoss

A. The functions of intelligence

- Reporting focts aud trends to alert policynakers %o problem:
&stimating developments to reduce uncertainties snd risks
Lvaluating the effects of altornative U.o. policies
- Verifyins compliance with agreements (and judgins when
verification is and is not possible)

o
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Be Diflering Views of the intelligence office~policymaker relatbioc

i ) hi
The arms-length approach Shd
The continuing contact approach

o
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tasks of the intelligence officers

. Guiding the collector :
ceping ettuned to the conceras of +he policymaker
. Froducing high quality and objective intelligence
. Conveying finished intelligence in a persuasive manner

b

.
1

o PO

D. MThe tosks of the policymakers

l. Providing guidance on tre type ol intelligence needed

2. Keeping intelligence officers informed of U.5. actions
and policies under consideration

5« Conveying evaluations of the intelligence received

£. Organizational Structures and lothods of Cperations
~the interplay of men, facts, ideas, and institutions

- IV. Key Issues in the Intelligence-Folicymaking Relationship

A. Guiding and evalusting the performance of U.S. enbussies

[

B. Coordination and competitiocn in reportins and snalysis

. The strengths and weaknesces of t:e 1iTO systen

De An evaluation of the USIB systen

Lo Beonomic intelligence support for U.S. foreign economic policy

ey

e Guidsnce by the policymakers——institutional arranzenents
and ad hoc procedures

G. Bvaluating the intellirence product--prosress and problems

[ / / ' '
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CI/IC Th=2331
1 OCetober 1974

HEMORANDUM OF CONVEHRSATION
PARYICIPANTS: #r. Edwaré Proctor, Peputy Director for

Intelligence
jir. Wiliiem Na Bupphy Conmission Staff
intelligence Community

25X1A

SeRIT

DATE : 10 September 1974

1. Mr. Proetor and Mr. Barnds diseussed a number of
lssues concerning the production of finished intelligense
and its general relevance to the policymeker., Hr. Barnds
aaked HMr. Proctor's views on the general trends within the
PRI in recent years, end Mr. Proctor noted that much more
emphasis 1s now placed on ensuring that we know for whon we
are writing and why. This involves trying to maintain as
mugh feedback from the consumer as possidle, particulsrly on
non-routine production. MNr. Proctor emphesized that responsive-
ness tu key sconsumers was a critical concern in the DDI.
They also discussed finishecd intelligence reporting from
other agencies, partisularly the role of DIA in serving the
JC8 and the wvarious services.

2, Hr. Proctor and Mr. Barnds reviewed the new emphasis
on econcmle reporting and the sensitivity of intelligence
information elther on or of wvalue to multi-nationsl eorpora-
tioneé and US businesses abroad. ¥r. Prootor dessribed what
is heing done in this field Loth by the Agency and by other
coneerned Government agencles, and he sald that economie
intelligence is likely to remain a high-priority item.

3. Hr, Barnde suggested that the Commission is likely
again to take up the ol4d notivn of splitting the DDO away
from the producing offices. Mr. Progtor sald that as far as
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he was coneernad that was going in precisely the wrong
direction and that instead attention ought to be focused on
developing closer relations between producers and clandestine
collectors, particularly in some areas of political reporting.

i, Mr. Barnds and Mr. Proctor talked about the role
of the Director of Central Intelligence in leading both the
Agency and the Community. Mr. Barnds asked about the
extent of contact between the intelligence producing offices
and various militery services. They also discussed the USIB
Conmittees, and ¥r. Proctor indicated that the military
representation on those committees has proved valuable over
the years. Mr. Prootor explained bdriefly the new NIO system
and the relationship between the NIGs and the DDI.

Se In closing, Mr. Prootor pointed out that he felt
that the organization of the Intelligence Community or any
of the Agency's components was really far less important
than the motivation of the pecple in the system. Good
people would produce good work no matter what the organization,
and 1t is only to be hoped that the organizational systenm
dees not hamper thelr efforts.

6. Mr. Barnde 41d not take notes during the meeting,
which was very general in nature and more philosophical than
substantive,. He did not get into mgtters that were beyond
the charter of the Commission.

25X1A
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30 September 1974

MEMORANDUM OF CONVERSATION

PARTICIPANTS: Mr. George Carver, D/DCI/NIO
Mr. William Barnds, Murphy Commission
| [C Staff

DATE ¢ September 9, 1974

1. Mr. Carver and Mr. Barnds had a general discussion of recent
trends in intelligence production, with particular reference to the
new estimating procedures embodied in the NIO concept. They discussed
the background of the abolition of the Board of National Estimates,
and the benefits the new system is intended to provide.

2. Mr. Barnds was particularly interested in determining how
Mr. Carver and the NIOs went about keeping in touch with policymakers
and the topics that are of current concern to them. He was interested
in the feedback intelligence producers receive from the consumer. Mr.
Carver assured him that this was a subject of continuing concern to
the Community, and to the NIOs in particular. He mentioned that it
was important to remember that while the NIOs attempted to identify
policy needs, they did not serve as policy advocates. They also
discussed the NIOs' roles in the KIQ/KEP process and in the evaluation
of information collected against substantive questions.

3. Mr. Barnds did not press for any specific information on
contacts between intelligence producers and consumers nor did he
focus on any particular substantive issue. The discus§$ion was largely
philosophical. Mr. Barnds did not take notes and neither did he
stray into areas that could in any way be considered beyond the
Commissions's charter.

25X1A

Coordination Staff/Secretariat

CONCUR:
Eeoﬁﬁe A. Carver, Jr.
D/DCI/NIO
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23 September 1974

MEMO FOR THE RECORD

My conversation on 10 September with Bill Barnes, an
old friend and colleague for many years, was a general dis-
cussion of the problems involved in the kind of study he is
working on arising from my own experience in 1968 when I co-
edited the book, The President and the Management of National

Security.

Beyond that, we discussed mainly the differences
between the present system of producing national intelli-
gence and that in effect under the Board of National Estimates. STATINTL

National Intelligence Officer
for Western Europe
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